NOTIONS FOR AN ALTERNATE SYSTEM

BETTER MANAGEMENT
WITH FEWER PEOPLE

Acquisition Reform and the Civilian WorRforce

Vicky R. Armbruster

call for defense acquisition me-

form has been heard. Congress

is examining a broad assortment

of specific recommendations for
change in existing law. Actions Lo
date, however, have locused largely
an the body of law, policy. regulation
and procedure associated with the
defense procurement process, and
have paid scant attention o manag-
ing the human resources required to
exccute the process.

The dvilian acquisition workiorce
sirugples dally 1o satisfy the needs of
Amcrica’s armed forces within a work
environment burdened by bureau-
cracy, highly contralled by federal
law and regulation, awash in paper-
work and faced with the cerainty of
restructuring and downsizing actions.
Can acquisition reform realize the
desired outcome, as stated in the Re-
port o Congress of the Dol Acqulsi-
tion Law Advisory Panel, of providing
better management with fewer people
at less cost withowt addressing the
human resources dimensgion of the
goquisition system?

The Climate of Change

The vision and framework for im-
proving the acquisition workforce ane
in place. The Defense Acquisition
Workforce  Improvement  AcL
(DAWILA) aof 1991 (Public Law 101-
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Senator
Al Gore

must reward

“We
the people and

ideas that work
and get rid of

those that don't.”

5100 set the stape for the Services 1o
establish professional corps of civil-
ian and milltary acquisition person-
nel. For example, the Amy Acgquisi-
tion Executive Support Activity has
established the following statement
of purpose to describe the Armmy Ac-
quisition Corps:

“e soek to establish a2 world-class
acquisition workioree [made up of]
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bold, innovative acquisition profes-
sionals; people with keen business
sense, technical competence and
strong desire to tackle complex
projects; [and] leaders and managers
who are dedicated to providing our
soldiers with world-class equipment.”

Il workdforce quality is a priority,
the personnel management system
must recognize and promote these
desirable qualities in meaningful
ways. How can the Services establish
and maintain a high performance
workforee in a period of restructure
and downsizing. given a personnel
management system which ensures
job security to average performers and
gives highest value to senlority and
service tme in the event of reductions
in force?

Few in govermnment would disagree
that there is fat and waste to be
timmed, given the opportunity Lo ne-
design the acguisition organization.
Care must be taken, however, that
amy new structure be viable, repre-
sent a requirements-driven organiza-
tional design, and be populated with
a workdforce reflecting diversity in ex
perience, occupation, grade, age. gen-
der and minoritics.

In addition to the acquisition re-
form initiatives, other forces for change
cxist in acquisition personnel man-
agement. Vice President Gore's Re-
port of the National Performance He-
view (MPR) deals, in part, with federal
government organizational design, ad-
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vocating more horlzontal omganiza-
thons, and imposing limits on the
manager to subordinate ratlo, More
to the point, President Clinton and
Vice President Gore coauthored the
[ellowing opinion in their book, Put-
timg People First: "WWe must roward
the people and Ideas thar work and
set rid of those that don't.”

Composition of the national labor
force is in transitiom with far more
wamen and minoritles, changing skills
mix, and an aging population. The
proportion of the population aped 50
and older will grow faster in the 1990s
than any other group. In the context
o a professional acquisition corps,
‘his age group represents a highly
sapable, knowledgable core of experts
and potentlal mentors who, given the
surmrent ecomomic climate, may nod
nly want to woark longer, but may
need o work lomper o ensure finan-
Jal Independence in the face of di-
minishing real values of social secu-
ity and retirement benefits. However,
‘he acquisition personnel manape-
ment svstem must be amended 1o
require continuwous education, retrain-
ing and redeployment of older work-
ers o preclude potential homestead-
ing and stagnation, which could lead
o reduced effectiveness within the
ranks of a professional acquisition
ZOTpS-

The DAWIA has mandated mini-
num educational requirements for
critical program management posi-
dons; however, the issue of profi-
siency fraining or reeducation to main-
ain up-to-date knowledpe and skills
also must be addressed. A varlety of
solutions are possible, Setting a mini-
mum number of hours of documented
raining o education per year is an
aption. Another solution is to estab-
ish a cycle for reeducation; perhaps
svery four vears (colncident with ne-
issignment), a refresher course might
a¢ required.

Another force for chanpge is the

growing dependence upon matrix sup-
pott W acquisition programs. The
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skills and abilities needed to integrate
and motivate personnel from external
organizations and manage multiple
chains of command reguire a nmew
breed of leaders. These master inte-
grators, with all the problems and
pressures they face, are not well served
by the rigid, burcaucratic, inflexible
management praclices in FI|.ilL'L' -
day.

Merhaps the strongest force [or
change is the growing similarty in
waork situation between the military
and civillan componenis of the acgui-
sition community. Previous distinc-
thons in the areas of work asslgnment,
maobility, performance standards, per-
formance evaluation and, in some
respects, training and education no
longer exist. Furthermone, the fact thiat
the Army Intends to hold combined
military and civilian program man-
ager selection boards Implies profound
change for civiian acquisition per-
sonnel manapement.

A Workforce in Transition
Demands for a word-class acqui-
sition workforce impose new stan-
dards of performance and new meth-
ods of management o permit

recruitment, development and reten-
tion of the best and the brightest.
Recruitment is almost nonexistent,

Al a White House ceremany i September 1993, frarmed by the bull of documents that define

and reassipnments, while required
under the Army Acguisition Corps
accession agreement, take entirely too
lomg in the rare cases where these
actions are even possible due 1o local
freeze policies. Some insight can be
gained in this arca by looking to in-
dustry where the competitive pres
sures have been Intense since the
mid-1980s with resultant restructur-
ing and downsizing a common occur-
rence. Many corporations have not
survived market pressures; others
have chanped and can be seen thriv-
Iing in a business environment where
opportunities are fewer, What made
the differemce?

Edward E. Lawider I, Susan .
Cohen and Lei Chang, writing for the
Laborforce 2000 Survey, state that
the factors serving to attract, motivate
amd retain s emplovees include
(in this order): {1} opporunities for
interesting work: (2) compensation;
(3] opponunities for advancement:
(4) opportunities to participate in de-
cdsions; {5) health benefits; (6) job
securdty; (7) retirement bencfits; (8)
family support policy; and (9) fexible
work schedules

While individual motivation fac-
tors are unique for each employee,
the Laborforce 2000 statistics were

“red tape” of the federal buregucracy, President Clinton ockmowiedged and oocepled the Na-
tional Performance Review presented by Vice Preskient Gore,
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collected across 406 randomly se-
lected companies from the Confer-
emce Board, a business research con-
sortium composed of firms strongly
interested in data on econombc and
organizatbonal trends, The indicators,
therefore, serve 1o focus managerial
arention on those needs most preva-
lene in the workforce. Whether this is
the exhaustive list or not 15 less [m-
portant here than the order of prefer-
ence.

Federal personnel management
system performance In the current
environment B marginal in at least
the top three prioritics. Mamy defense
agencies have been under hidng. pro-
motlon and transfer reeze policies for
several vears now, and civil service
has nod been competitive in compen-
sation for a very long time.

Iob security, on the other hand,
popularly seen as the major advan-
tage of government service over
employment with industry, ranks
sinth in priority for the employes
population sampled. According to
Mirvis, the notion of cradle-to-grave
job security has been abandoned
bv the broad base of American
industry

The private sector has long recog-
nized the advantages of professional
development {fostering movement
through a vadety of assignmenis, thus
answering the need for Initeresting
work), has pay scales tvpically higher
tham their government counterparts,
and rewards high achievers with ad-
vancement opporunitics. Businesses
are now concentrating on human re
source development strategies such
as mentoring, education and trainimg,
fiexible schedules, retraining and re-
assignment, diversity programs. child
and clder cane assistance, and phased
retirement oplions,

Omn the other hand, the defense
acquisition workiorce leadership must
vet reform its personnel management
sysiem 1o ¢redte a work environment
attractive to the guality professionals
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The DAWIA has
mandated
minimum

educational
requirements for
critical program
management
positions;
however, the
issue of
proficiency
training or
reeducation to

maintain up-to-
date knowledge
and skills also
must be
addressed.

required by the Congress, the White
House and the Dol Such a system,
in order to keep quality personnel,
must be designed o satisty workers'
high-priority mesds,

The Clinton administration Is ac-
tively immolved in an effort o “rein-
vent government.” The NPE made
recommendations for profound
change In povernment workforce man-
agement. Among the specific provi
shons, the repon recommends phas-
ing out the Federal Pesonne! Manwal
and all agency implementing direc-
tives, decentralizing personnel man
agement authorivy, creating demon-
stration projects o permil agencies
preater fexibility o hire, netain and
promaote the best people they find, as
well as allowing pay scales o be
peeped at market rates,

Though the NI'E does not estab
lizh policy or mandate action, it does
senee o emphasize administration ini

tiatives, some of which (such as the
Government Performance and Results
Act) are already codified in law. While
these activities can be expected to
yield results in the future, defense
acquisition is already in the throes of
change. The Secretary of Delense has
further enabled action toward NI'E
goals by delegating authority 10 the
Secretarics of the military departments
and Directors of defense agencies (o
walbve Dol directives, publications
and Instructions as needed 1o stream-
line or recngineer processes.

Personnel Management
Environment

The civilian personnel manage-
ment system n place for acquisition
personnel is the Competitive Service
Provisions exist under Title 10 for
exceptions o be made o the broad
application of Competitive Service.
This form of employvment is known as
Excepted Service.

Excepted Service Is fundamentally
different from Competitive Service In
the arcas of appointments, assign-
ment changes, ferminations and e
moval actions, The appointment pro-
cess fior Excepted Service is simplified
movement between the Excepled Ser-
vice and Competitive hervice is en
abled through agreement bebween the
federal apency and the Office of Per
sonnel Management (OPM), and ter-
minations and removal actions are
simplified while still providing for an
appeals process,

Excepted Service Is utilized by all
three branches of povernment. The
Legislative Branch has a wvariety o
excepted cargporics including posi
tions in the General Accounting OF-
fice and Library of Comgress. The
dicial Branch has a similar
armangement, excluding the Adminis-
trative Office of the U5, Courls
Within the Executive Branch, Title 5
LS Code lists the following calego-
ries of positions as excepled:

a. Positkons excepred by statule, such
as intellipence-related positions
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(eg, DoD, DIA, CIA, FBI, NSA),
the Tennessee Valley Authority,
the Foreign Service, the Muclear
Regulatory Commission, the
United States Postal Service, and
phvsicians, dentists, nurses and
allied health positions.

b. Positions excepted by presidentlal
executive order in the interest of
pood administration as provided
for in Title 10 US. Code, Section
3302. This includes certain posi-
tions in the Depamments of Inte-
rior, Health and Human Services
and Commernce, the Envimonmen-
tal Protection Agency, and others.

¢. Positions excepted by the OPM.

Several categorles of defense per-
sonnel are employved under Excepted
Service; these Include, but are not
limited to, academic staff, political
Appointeas, and a broad range of in-
telligence-related personnel.

Given the imporance of the de-
fense industrial base to national eco-
nomic security and the unigue hu-
man resource requirements of Dol
acquisition. conslderaiion must be
given o converting the defense civil-
ian acquisition workforce to the Ex-
cepted Service and establishing a
scparate personnel management svs-
tem, referred to here as the Civilian
Acquisition Personnel Management
System (CAPMS], to manage more
professionally this segment of the gov-
emment workforoe.

Existing Alternate Personnel
Management Systems: the
DSMC and CIPFMS
Approaches

Among the diverse organizations
operating under Excepted Service
rubes, a broad ramge of mamagement
schemes exists, Some are generally
similar to the Competitive Service,
and others are almost unrecognizable
as government personnel mamage-
ment SIruciunes.

An example of a muly revolution-

ary approach Is the struciure adopied
by the Defense Systems Management
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College (DSMC) faculty. In this ex-
ample, the GSGM position rating,
lob descriptlons, job performance
standards and performance apprais-
als have been discarded. A unigue
ranking system has been devised
which ties faculty basic pay to private
sector rates. Routine annual recom-
mendations for pay increases are
based on value added factors such as
increased capabilities. sustained con-
tributions, demonstrated ability to
assume greater responsibilicy, and
added experience. This model is be-
ing applied o a small, highly skilled
and homogeneous sector of defense
acquisition educators.

A more traditional example, and
perhaps a more appropriate mode] for
the civillan defense acquisition popu-
lation, can be found in the Critical
Intelligence Personnel Management
System (CIPMS), which established a
common tri-Service framewaork for
managing defense intelligence per-
sonnel from a varety of occupation
catepories.

The intended purposes of CIPMS
respond to the same needs as those
facing defense acquisition today, Spe-
cificalty, CIPMS offers flexdbility and
responsivencss to changing requine-
ments, comparability for similar per-
sonnel, professional development,
timely adjusiments in workforce com-
position in response 1o current
workload pressures, and the incen-
tives mecessary to recruit and keep
quality personnel.

The origin of CIPMS can be raced
to Title 10 LLS. Code, Section 1590.
The law specifically states that the
Secretary of Defense “...may, without
regard to the provisions of any ather
law relating 1o the number, classifica-
tion, ar compensation of employvees

I. establish such positions for clvil-
jan Intelligence officers and em-
plovecs of the military departments
as muxy be nmecessary (o camy out
the intellipence functions of such
departments;

2. appoint individuals to such posi-
tions; and

3. fix the compensation of such Indi-
viduals for service in such posi-
tlons."”

As in the DSMC example, CIPMS
is exempt from the Classification Act
of 1949 and, thus, from OPM over-
sight and authority in classification
matters.

The CIPMS management system
is designed to accommodate a broad
range of occupation catepories and
relies on established position deserip-
tions, performance standards and
appraisal procedures. It differs [rom
the Competitive Service, however, in
enhanced responsiveness o chang-
ing conditions. The CIPMS enables
compensation practices which explore
the full mnge of basic pay, recruit-
ment and retention incentives, and
performance recognition financial re-
wards.

A provision for special salary rates
exists, alsa, which can be established
based on rates of pay for comparable
wark in the local area. 5ill another
incentive is available within CIPMS
to encourage mobllity and that pro-
vides for a maximum two-step pay
increase upon reassignment to a dif-
ferent position at the same grade level
cumrently held. While CIPMS restricts
this type of incentive 1o reassignments
outside the geographic area, acquisi-
tion leadership may determine that
this tvpe of incentive is appropriate (o
motivate talented professionals to
leave positions which they atherwise
would have preferred to retain.

A speclal performance award has
been identified within CIPMS which
recognizes exceptional performance
for at beast three consecutive wears.
This award results in an increase in
basic pay equivalent to two quality
steps.

The CIPMS systemn advocates del-

egation of authority for personnel
management decisions to line man-
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agers, thus placing the budpetary and
execution responsibilities for person-
rel related expenses at the level clos-
est to personnel doing the actwal work
The likelthood that appropriate levels
of salary, benefits. recruitment and
retention incentives, awards amd train-
Ing appormunities will occur is thus
higher.

Minimum time-in-grade promotion
restrictions which are standard for
OPM do not apply to CIPMS. Like-
wige, there are no guaranteed or im-
plied intervals for promotion. The spirit
and Intent of merit principles govern
promotions.

In addition to fimancial incentives,
alternate forms of reward are avail-
able wunder CIPMS. These include
honorary awards and a varlety of spe-
clal awards. Worker satisfaction can
be profoundly influenced by public
recognition of achievement or dis-
tinction. A variety of citations, service
medals, and certificates of accom-
plishment for extraordinary efforts in
acquisition management could go a
long way o energlze and Inspire the
workiforoe o excel.

The CIPMS also imposes a set of
conditions of emplryment which must
be communicated in a written agnee-
ment with applicants and emplovees
For the Intelligence personnel example
described here, the reguiremenis in-
clude level of clearance, periodic poly-
graph. physical and medlcal stan
dards, and mobility.

In the acquisithon field, certainly a
condition of employment should be
mobility (both peographic and imber
disciplinary). Requirements for con-
timeous education and training could
also be conditions of employment.

Furthermore, a critical flaw within
Army civilian acquisition  personmnel
management which must yet be ad-
dressed s the very real problem of a
professional acquisition corps that is
effectively filled to capacity. While no
firm cap has been imposed. budget

PFrograom Manoger

Among the
diverse
organizations

operating under
Excepted Service
rules, a broad
range of

management
schemes exists.
Some are
generally similar
to the
Competitive

and

others are almost

Service,

unrecognizable as
government
personnel
management

sStructures.

pressures demand an upper bound
for membership. In fact, the Army
Acguisitlon Corps has been Closed 1o
new applicants since 1992,

What action can be taken te win-
now the population on an as-required
basks o make room for appropriaie
levels of new or junior personnel to
enter? Linless action is taken, a static
waorkforce will evolbve which contin-
ues to age until large-scale retirements
begin to occur. Ar that future time,
fewr seasoned junior professionals will
be available to assign o critical
vacancics.

Therefone, some provision must be
made for a civilian selective retire-
mentreassipnment board o carry out

the onerous task of identifying per-
sonnel excess to the corps needs.

Maximum consideration should be
given to reassigning released employ-
ees (o vacant positions (in elther Ex-
cepied or Competitive Service) within
their chosen peographical region. In
this case, another similarity would be
created with the military componant
of the acquisition corps. These odfic-
ers have already been subjected 1o a
series of Selective Early Retiremant
Boards which would provide practi-
cal lessons leamed for application to
the civilian siuation. Acceptance of
this process is another potential con-
dition of accession to the acquisition
corps, and could be delineated in a
written agreement similar to that wsed

by CIPMS.

Notions for an Alternate
Acquisition Personnel
Management System

Profound change is the order of the
day for defense acguisition. Work
force reform must be addressed im an
environment of downsizing or
“rightsizing” of civilian personnel. II
shrinkage takes place in the near-
term, within the rule sets that exist
today for Competitive Service, many
of the best and brightest acquisition
professionals will be lost, while some
persons with less skill but greater se-
niority will be retained. Furthermore,
little opportunity exists foday o in-
vigorate the workforce through recruit-
ment of new talent or through person
nel movement between existing
organizations.

Aoway must be found torecnil
develop and asskgn high-quality ac
quisition professionals o challenging
programs, and then retrain, reedu-
cate, redeploy and ultimately release
these personnel as the situation war-
ranis, 1t may oven be time o relook a
the population of experienced. acqui-
sition qualified. retired military odfic
ers. This group represents a valuable
poeol of talent that is now discouraged
from joining povernment service sinoe
their camed retirement income would
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be reduced significanthy. The Services
are, therefore, losing their lomg-term
investment in these acquisition ex-
perts to industry.

An alternate civilian acquisition
personne] manapgement system such
a8 CAPMS would respond o the forces
for change affecting defense acquisi-
tion wday, The CAPMS, with leatunes
tailored from the CIPRMS model, would
remone mary of the existing barriers
te effective performance by this
uniquely skilled and Increasingly Im-
portant segment of the national work-
force. This proposed new personnel
management system should be struc-
fured 1o respond o the priority needs of
the comtemporary American workdorce,

In addition, CAPMS should offer
enhanced mentoring opportunities,
requite periodic education and train-
ing, encourage interdisciplinary and
organizational mobility, provide man-
datory diversity programs, ensure ne-
assignment flexibilice o rerum to the
Competitive Service, and allow for
phased retirement options. The
CAPMS should incentivize recruit-
ment of key personnel, reward oui-
standing performers in a waricty of
ways, and provide a process for ad-
justing the size and composition of
the acquisktbon workforce o maich
workload demands.

The proposed CAPMS manage-
ment system responds fully to the
NPE recommendations and is execut-
able today under existing law. Action
to implement the alternate manage-
ment structure can be taken by presi-
dential executive order in the interest
of pood administration or by OFM
actior In accordance with Tile 5 115,
Code, Section 3302, An opportunity
also exists o create a demonstration
or pilot project to permit evaluation
and detailed definitiom of this alter-
ratte approach o acquisition person-
nel manapement

Conclusion

Experts from the American busi-
ness community predict the future

Prograrm  Manoger

“There will be
even fewer
resources than
there are now —
less time, less
money, fewer
managers and
supervisors to
make the
decisions, less
opportunity to

make mistakes,

LE]

less job security.

will exert even greater demands on
the workforce than the present. I
Bovert and H. Conn, in Workploce
2000: The Revolution Shaping Ameri-
carr Busiress, state, “There will be
even fewer resources than there are
now — less time, bess money, fewer
managers and supervisors to make
the decisions, bess oppartunity to malke
mistakes, less job securdmy.”

Given this environment and the
pressunes from the White Howse and
Comgress as well as from within the
Department of Defense, clvil service
can no longer remain immune to
change. Like our partners in defense
industry, we in government must find
creathve wavs to ensure that our amed
forces remain equipped with high-
performance materel at a <ost the
nation is willing to pay.

Recognizing the impartance of the
defense industrial base o US. eco-
momic securty, the call for defense
acguisition workforce Improvement,
and the cerainty of reduced effective-
ness due to downsizing actions, ac-
quisition leadership should consider

comverting civilian defense acguisi-

28

fion personnel to the Excepted Ser
vice and establish a separate person-
nel management system 0o mest the
urgent challenges facing this critical
component of the national workforee
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